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SENIOR NONCOMMISSIONED OFFICERS' APR OPINION SURVEY

1. INTRODUCTION

Inflation of ratings on the Airman Performance Report (APR) form for senior noncommissloned
officers (NCO) (E7 through 99) in the Air Force has eroded the usefulness of that form In recent years. As
early as 1971, inflation had reached an asymptotlcally high level as over 90 percent of all senior NCOs Wort
receiving the highest rating possible for overall evaluation of job performance and prowoutio potential. The
problem with such a large degre of Inflation Is that the homogeneous ratings mask indivia, diffrenc• s in
performance and ability. This, in turn, makes differentiation very difficult for those required to make
decisions with respect to promotion, assignment, and other personnel actions. The Air Force his become

Svery concemed with the APR inflation problem in recent years, and, In early 1975, Air Force Military
Personnel Center (AFMPC) wa tasked with developing a new senior NCO APR which would reduce
inflation of ratings,

Sinoe June 1973, a number of studies on the senior NCO APR system have been conducted by the
Alt Force Human Resources Laboratory. These have included an analysis of rating trends, a Q-tort analysis
of the ptooedures of the FY 73 E9 selection board, questionnaires sent to AFMPC and various consolidated
baen personnel offices, and structured interviews with numbers of the FY 75 E8 selection board. The
purpose of the present research effort was to obtain the opinions of the senior NCOs about various atpeots
of the current APR system and possible changes to that system, using a survey (USAF SCN 7642) as a basis
of analysis.

II. OBSECTIVES

The present survey had three speciflc objectives. One objective of the survey was to have the sealor
NCO ilpdicatc the job performance factors which they felt were needed to evaluate their own job
performance and promotion potential. This would allow those most familiar with a particular job to
indicate the job parameters that need to be measured, Also, a comparison of responses by caiser field,
major command (MAJCOM), time4n-Bgrad, and other variables would Indicate differences within the senlor
NCO force with respect to which factors are perceived u being most important.

Another objective of the survey was to determine the level of satisfaction vith the current APR. This
is important information for two reasons. First, it lives an indication of whether or not there really is a
problem with the current system with respect to user satisfaction. Also, If a new APR system h
Implemented, it provides a baseline with which to compare the level of satisfaction with the new system in
the future.

In the past, the succeu or failure of evaluation systems in the Air Force has rested largely upon user
acceptance and satisfaction with the system, Therefore, a third objective of the present survey was to
obtain the opinions of the senior NCOs about various proposed changes to the APR system. This would give
an indication of the probable level of satisfaction with a particular change and provide guidance on APR
development before going through the costly step of field testing.

In addition to the three specific objectives of the survey, there was an overall objectlu on a largir
scale. That objective was to allow the senior NCOs themselves to have an input into the design of a
personnel system thai has such a tremendous effect on their careers.

III. QUESTIONNAMRE CHAR.ACTERISTICS

The questionnaire was divided into four sections, The first section (Appendix A, Part I) dealt with
demographic and personal information such u age, grade, sex, Air Fores specialty code (AFSC), MAJCOM,
etc. The lIst three sections (Appendix A, Part II, Ill, and IV) were designed to correspond to the three main
objectives of the survey.
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The second section was concerned with those performance factors which the NCOs felt were
ne,,uary to evaluate them in their own particular job. Twenty-nine factors were listed, and the NCOs were
asked to rate each factor on a five-point scale from "always necessary for adequate evaluation of my Job
performance" to "never necessary for adequate evaluation of my job performance." The 29 factors were
compiled from thou appearing most frequently in performance evaluation literature, useasnent center
research, and past APR and officer effectivenes report (OER) forms, u well to those mentioned most often
In Interviews with senior NCOs while the questionnaire was being pretested, In addition to rating each
factor on a five-point scale, the NCO& also indicated in a yes-or-no fashion whether or not each factor wa
"needed on an APR to measure my job performance." The reason for asking the second question was to
decrease some of the overlap that msay have occurred In simply rating each factor by Itself. For example,
there could be two factors such a Imotivation" and "enthusium" which meaure the same underlying
characteristic of job performance. While both factors may be rated a being necessary for,evsluation when
viewed In isolation, only one needs to be put on an APR form since they both measure the same
characteristic.

The third section contained 15 items which were designed to determine the senior NCOs' opinions of
various aspects of the current APR system.

The fourth section, which consisted of 10 Items, followed up by asking the senior NCOs how
acceptable certain changes to the APR system would be to them.

The last pap of the questionnaire was left blank so the NCOa could make open-ended comments
about the APR system In general or the questionnaire In specific.

IVM IAMPLH CHARAC'RERIUTICU

The questionnaire was mailed to 10,000 Air Force NCOs in the Wades of E7, E8, and E9, The sample
was stratified by 2-dilit APSC within each grade with overwampling of Ego and E9s and of AFSCs with
small populations. Oversompling was necessary in order for cell frequencies in crow.tabulations to be large
enough for meaningAf analysis. Overall, questionnaires were maied to 5,000 271 (14% of total E7
populadton) 3,000 Els (32% of total E8 population), and 2,000 Meg (44% of total !99 population).

Since the typical return rate for a survey of this type Is around 50 percent, it was anticipated that
about S,000 questionnaires would be retumed. For the present survey, 149 questionnaires were returned as
non.deliverable. Of those that were delivered, 8,083 were completed and returned by the cutoffdate. The
resulting return rate of 82 percent was much higher than was expected.

Table I shows the distribution of returns by grade, race, and sex. It can be seen why oversmpling
was necesary in some Instances, For example, 73 females responded to the questionnaire. This was 62
percent of the female population, but made up only one percent of the final sample.

Table 1. Distribution of Returns by Grade, Race, and Sex

sample Pepulatlon
Vaflable N %

97 3,836 47 11
Grade E8 2,450 30 26

E9 1,791 22 40

Black 701 9 15
White 6,925 86 16

Spanish American 189 2
Race American Indian 39 1

Asian American 35 1
Other 174 2 57

r Male 7,993 99 17
Sex Female 73 1 62



V. ANALYSIS

The analysis of the survey data was intended to provide two types of information. First, an overall
feeling for the opinions of the senior NCOs is provided by a frequency count and percent of the number of
NCOs who chow each response alternative on each Item of the questionnaire. Secondly, it wE necessaty to
make comparisons among NCOs with different background characteristics to determine whether or not
they chow significantly different response altematives, Therefore, the frequency counts were broken out
by each of the demographic and personad information variables in Put I of the questionnaire. A chl4quare
analysis was then made on each item in order to compare the response trends of the NC(s in the various
catelories,

In addition to the chl.-quare analyses, the NCOs were compared with respect to to way they rank
ordered the job performance factors in Part .11 of the questionnaire. The set of factors rated on a five.point
scale (items 17 through 45) was rank ordered according to the total number of rating points accumulated,
The other set of factors (items 46 through 74) was rank ordered according to the number of times each
factor had been chosen as being necesary on the APR form. Once ranked, the two sets of factors were
analyzed using the Spearman rank correlation coefficient (r,) to determine the degree of agreement
between the rankinp. Also, ranklnp were broken out by each of the background variables in Part I of the
questionnaire. Because more than two sots of rankings were being compared, rI was an Inappropriate
statistic. The Kendall coeffclient of concordance (W) was used because it provides a measure of the degree
of agreement among a number of rankinp.

VL RESULTS AND DISCUUSION

%Table I shows that the distribution of returns conformed very closely to the planned sample. Fifty
percent of the questionnaires were mailed to E7a, and 47 percent of those returned were from E7X. The Els
comprised 30 percent of both the planned sample and the final sample. The E9s made up 22 percent of the
final sample anA 20 percent of the planned sample.

Part II Rating Facton
Part Ii of the questionnaire wu concerned with the job performance factors which the NC0S rated u

being needed to evaluate their job performance. The average rank order of the 29 rating factors which
appeared in Part II of the questionnaire is shown in Table 2. The rank order of items 17 through 45 was
averaged with the rank order of Items 46 through 74 to arrive at the overall rank order seen In Table 2. The
correlption between the two sets of rankings was 0,94. This high degree of consistency in the ranking of

7bble 2. Av'erage Rank Order of Rating Factors

1. Acceptance of Responsibility 16, Motivation
2. Knowledge of Duties 17. Written Communication
3. Reliability 18, Emotional Stability
4. Leadership 19. Working Relations
S. Judgement 20. Executive Ability
6. Supervisory Capability 21. Flexibility
7. Quality of Work 22. Adaptability to Streu
8. Initiative 23. Listening Skill
9. Bearing and Behavior 24. Equal Opportunity

10. Oral Communication 25. Ability to Train Others
11. Planning Ability 26, Learning Ability
12, Decisiveness 27. Quantty of Work
13, Profesional Qualltiem 2ii, Self.lmprovement Efforts
14. Utilization of Resources 29. Creativity
15. Concern for Human Relations

7
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factors Was evident no matter how the data were broken out. Table 3 shows the Kendall coefficient of
concordance (W) values for the rank ordering of factors by a number of background variables including
grade, MAJCOM, and 2-dlgit AFSC. As can be seen in Table 3, all W values exceed the .001 level of
significance. This means, for example, that there was a significantly high degree of agreement among e7s,
Egs, and Eg9 with respect to the way the factors were rank ordered. This high degree of agreement also held
for NCOs in the various MAJCOM and career fields as well u the other variables shown in Table 3.

Table 3. Kendal Coefficient of Concordance

Values for Rank Orderind of Rating Fatdos

Variable |Kendall "W" Value P

Grade .95 < .001
Sax .99 <.001
Race .93 <.001
Years in Service .84 < .001
MAJCOM .93 <.001
2.Digit AFSC .56 <.001

While there was general consistency in the overall rank ordering of factors, some differences did
appear when the factors were considered individually. In Tables 4, 5, and 6, factors are listed which had a
spread of at least six positions across either grade (Table 4), race (Table 5), or 2-digit AFSC (Table 6). In
each case, the numbers shown indicate the relative rank order of the factors with I being the highest ranked
factor and 29 being the lowest ranked factor. For example, Table 4 shows that the factor "ability to train
others" decreased in importance with an increase In grade, EVs ranked it as the 20th most important factor
while Us ranked It as 24th and E98 ranked It as 26th. Factors ranked differentially by race are seen in
Table 5. Blacks tended to rank the factors "human relations" and "equal opportunity" higher than any
other racial/ethnic group. Spanish Americans, on the other hand, ranked "decisiveness" higher, and
Amnrican Indiang viewed "oral communication" as being more important. Asian Americans tended to rank
"emotional stability" and "executive ability" higher than the other groupe.

Factors listed in Table 6 are those which were ranked differentially by ten different career fields. The
differences which appear in Table 6 are generally what would be expected. The factor "bearing and
behavior" was ranked highest by the security police career field (81XXX). The factor "executive ability"
was ranked highest by the administration career field (70XXX) and lowest by the aircraft maintenance
(43XXX) and transportation (60XXX) career fields. The personnel (73XXX) and supply (64XXX) career
fields tended to rank "written communication" high while the transportation career field (60XXX) ranked
"utilization of resources" higher than the other career fields.

The differences in rankings for all factors listed in Tables 4, 5, and 6 were significant at the .001 level.
However, some of the differenes have more practical significance than others, For example, Table 4 shows
that while the factor "ability to train others" was more Important to E7& than to Egas and E9s, it was still
ranked only 20th out of 29 factors by E7s. By the same token, the factor "knowledge of duties" wee
ranked among the top ten factors by 1ll grades eveqn though it Is viewed as somewhat more important by the
lower grades. The factor "executive ability," on the other hand, was ranked near the top by E9s (8th) but
near the bottom by E7s (22d) and somewhere near the middle by Egs (16th). Its level of importance,
therefore, shows a substantial increase with an increase In grade.

Inspection of Tables 4,,5, and 6 shows that few factors show as large a shift in relative position as
executive ability" in Table 4. Most factors listed, even though their ranidns were significantly different

from a probability standpoint, were generally ranked within ten positions of one another by all of the
groups being compared. This general consistency in the rankings of factors by all groups studied was the
predominant result from Part II of the questionnaire.

1'8
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TabA R4.aRting Faton Ranked Differentiallyt by Grade

Rank Giva ,
Rating Pastor 11? as to

Ability to Train Others 20 24 26
.Pofessional Qualities 10 15 17
Knowledge of Duties 3 6 9
Executive Ability 22 16 a,Written Communication 17 I 1 11

TabIe 5. Facton Ranked Differentially by Race

I• Rank 61"a by
i•Spanish American A4i1aft

i eRating Factor Rlock AMdean Indian AGvere:h white

Ber fing and Behavior 11 17 13 is 9

"Human Relations 9 13 18 18 18De cisiveness 17 9 14 11 12

Emotional Stability 22 20 25 15 20
Executive Ability 20 16 16 10 17
Ora Communication 13 14 6 16 11
Ranning Ability 14 10 11 8 10
Equal Opportunity 12 21 24 22 24
Utilization of Resources 10 12 19 13 14

Table 6. Factors Ranked Differentially by 2.DISIt AFSC

"Rank Given by
Rating Prater ,OXXX 3§XXX 4KXXX 6OXXX a4xxx ?oxxx ?Xxx 8IXRXX goxxx

Bearing and Behavior 1f 12 10 13 11 12 16 9 14
Decisiveness 9 9 12 11 15 15 13 14 13
Executive Ability 11 17 21 19 17 7 11 J7 10
Professional Qualities 15 15 13 10 14 16 15 13 17
Initiative 8 8 7 14 7 8 8 10 8
Knowledge of Duties 7 5 4 4 5 9 12 7 6
Oral Communication 17 10 16 12 12 11 10 15 11
Utillzation of Resources 13 13 11 8 13 14 14 12 15
Written Communication 10 11 19 16 9 10 5 11 12

9



Part n1. Opinion of Current APR

Part III of the questionnaire was aimed at obtaining the opinions of the senior NCOs toward the
current APR system. When asked if they would like to have the rating factors they listed as being important
in Part 11 of the questionnaire replace the factors found on the current APR form (item 76), 82 percent of
the NCOa agreed that they would like to have the questionnaire factors replace the current factors.

In response to a direct question about how satisfied they are with the current APR system (item 75),
49 percent of the NCOQ responded that they were in all ways or most ways satisfied. Only 17 percent were
in few ways or no ways satisfied while 34 percent were in some ways satisfied. This pattern of responses
was consistent both acrom grade and tlme-In-srvlce within a particular grade.

In probing deeper for posible reasons for dissatIsfaction with the current APR system, the NC~k
were asked if they thought their careers had been hurt in the put by the system (item 85), Overall, 34
percent of the NCOs thought their carers had been hurt either severely or moderately by the APR system,
Another 20 percent felt their careers had been hurt slhigtly while 36 percent felt it had not been hurt.
There was a definite trend by grade In response to this item as shown in Table 7. While 43 percent of the
V7s indicated that their careers had been severely or moderately hurt, 32 percent of the E8s and only 19
percent of the B9s felt the same way. Since D9s have been is successful with the system as possible with
respect to promotion, it is not supriing that they were less likely to feel that they had been hurt by the
system.

Table 7. Feeling that Carer Has Been Hurt
by APR vs. Grade

Is? 1as a Total
MY career Has 01661 .....

Severely Hurt 18 11 S 13
Moderately Hurt 25 21 14 21
Slightly Hurt 20 20 19 20
Not Hurt 28 37 54 36
Don't Know 10 11 8 10

In addition to the trend by grade, Table 8 shows that there was a trend by tlme.in.service within the
pads of E7. That is, the feeling that one's career had been hurt by the APR system tends to increase u
tirns.in.service within a particular grade increases. This result is reasonable since, within a particular grade,
the longer one hu been in the service, the more likely it is that he or she hu been pased over for
promotion.

Tabe 8. Feeling that Camer Has Been Hurt by APR vs, Time
in Service For E7s

My Career Has Been
$$venly Moderately sllittly Not Don't

Hurt Hurt urt Hurt Know

U~nder 14 6 10 13 51 19
14-16 4 17 20 49 11
16-18 9 19 23 39 10
18-20 16 24 23 28 10
20-22 21 30 18 20 10
22-24 27 29 18 19 7
Over 24 42 28 13 12 6

to
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The relationship between moa and belief that the APR system has hurt one's career appeas In Table
9. It was noted that laceks were moat likely to believe that their careers hod been hurt by the APR system
while Whitese were least likely to fed that way.

Wable 9. Feeling that Career Has Ben Hurt
by APR s. Rave

Role
mek Whies Other

My cain"t "am "atm %b %

Severely Hurt 23 12 18
Moderately Hurt 23 21 19
Slightly Hurt 19 20 19
Not Hurt 23 38 30
Don't Know 11 9 14

The NCOs were further asked If they felt their areers will be hurt in the future If the current APR
system is contlnuod (item 84). Table 10 shows a trend by grade even more prbnounced then that seen in
response to item 85. Since the APR Is primarily a promotion tool, It was not expected that E9& would think
their careees woula be hurt In the futue, and only 7 persitct roaponded that It would. However, 45 Percent
of the EWs felt that their ureers would be hurt to sonm degree in the future if the present APR system is
continud. The trend by ram msn In item 85 dia not appear in item 86. That is, flacks were no more likely
then Whit" to feel the camreera would be hurt in the future.

Table J0. Fediln that Ceer Will be Hurt
by APR vs. Grade

67 as as Total
MV carat Wil Rei % % % %

Severely Hurt 11 6 1 7
Moderately Hurt 19 11 3 12
Sightly Hurt 15 12 3 12
Not Hurt 38 54 87 54
Don't Know 17 16 6 14

In comparing the overall responses to Items 85 and 86, It appean that there was a more positive
feeling toward the future of the APR than there was with the past. Whereas 54 percent of the NCON
thought their careers had been hurt to some degree In the past, only 32 percent thought it would be hurt In
the futue.

Item 88 of the questionm sire asked the NCOs if they knew other senior NCO& whom careers had been
hurt by the current APR system Only 5 percent did not think any NCOs' careers had been hurt while 63
percent thought at least some NCOa' careers had been hurt. However, only 6 percent thought that all or
moot of the senior NCO force had been hurt career-wise by the current APR system.

The APR Is the primary source of Information used by boards making promotion and assignment
decisions. The pdmay way a peraoon creer could be hurt by the APR system would be if the APR were
not providing the promotion and'laspnment boards with valid Information on which to base decisions.
Therefore, NCOs ware asked if they felt that valid promotion decisions could bi made based upon
Information oontained in the current APR (item 83). While 43 percent of the NCO# strongly or moderately
agreed that valid promotion decisions could be made, 48 percent strongly or moderately disagreed. The
trend by grode In response to this question is shown In Table 11. As grade increased, the percentage of
NCOs who felt that the promotion ooards could use the APR to make valid decisions also Increased, It

l i •11



7bbk 11. Fooe g that Promotion Son&d Can
Make Valid Decidons vs. Grade

Ri i man e

Promotion Boaris can lay it Iall Total
Make Valid ODecsions % % Y

Strongly Agree 4 9 9 7
Moderately Agree 30 40 43 36
Neither Agree Nor Disagree 10 9 9 9
Moderately Dinsgre 28 25 23 26
Strongly Disagree 27 I8 15 22

makes sense that thoeu who had been promoted by the system would be more likely to feel that the system
was valid. However, even among the E9s, 38 percent moderately or strongly disagreed that valid promotion
decisions based upon the APR could be made, This Increased to 55 percent among the Vns.

There was not a itrong trend by time.in.service within a particular grade in reponse to item 83. That
is, E7& with relatively few years in service wer Just as likely to think that promotion boards using the APR
could not make valid decisions as E7s with more years in service even though the latter group wa more
likely to have been pased over for promotion.

The pattern of responses to item 84, which asked if the NC•s felt that valid mignmentjselection
decisions could be made with the current APR, was almost Identical to the responses to item 83.

Item 89 further probed the NCOs' perceptions of the validity of the promotion boards. The NCO&
were asked what percentap of E7Vs nd E8s who were promoted during the past two years deserved
promotion ahead of those who were not promoted. The responses indicate that 30 percent of the NCOs felt
that loss than 20 percent of the promotions were deserved relative to those who were not promoted. Only
17 percent of the NCOo felt that u many u 80 percent of the promotions were deserved. Table 12 shows
only a slight trend by grade, with the higher gredes being a little more positive about the abilities of the
boards to maim promotion decisions,

Tabk 12. Percent of EVs and ESs Who Deserved
Promotion During the Past Two Years •v. Grade

Grade
Paesant Who DeservedM I a? e Ito Total
Promotion Ye % Y

0-20 30 29 30 30
21-40 18 15 31 16
41-60 22 14 14 18
61-80 19 21 22 20
81-100 12 21 23 17

It should be noted that in responding to tem 89, the NCOs were compeates promotion adectees
verses non-relectees by grade, However, since senior NCOB are promoted by AFSC sather than grade, it
could be that at lout a part of the perceived inequity of promotion board decisions was due to vatying
promotion opportunities in different AFSCs. For example, an NCO in a very competitive AFSC may appear
to deserve promotion when compared to all NCOs who were promoted, but not when compared to only
those NCOs In his or her own AFSC. Even so, the responses toitems 83, 84, and 89 indicate a wideapsmad
feeling of doubt among the senior NCOe sampled about the ability of promotion and selection/a.sinmeit
boards to make valid decisions baed upon the information available to them in the current APR. Thi Is
not to say that vthe boards do not make valid decisions, but that the perception of many NCOS Is that they
are not making valid decisions.
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.Sine inflation of ratings on the APR has become a major problem for promotion and
selection/aasignment boards trying to make meaningful differentiations between NCOs, the senior NCOo
were asked the percentagp of V~s, Egs, and 69s who they thought were given maximum ratings on the
overall evaluation selection of the APR (item 80).

ni The results show a general understanding of the Inflation problem as 79 percent of the NCOB
indicated that they thousht oyer 80 percent were receiving maximum ratings, However, it is surprising that
21 percent of the NCO. did not recognize the degree to which inflation had taken over,

The NCOa were ao uked what the primary rean was for giving maximum ratings when they were
Snot deserved (item 82), fty.usven percent stated that underved maximum ratings wets given to ensure
"that the rater's people let promoted. Only two percent felt that everyone who received a maximum rating

c t PC sogrved itp

Part IV Changes to the APR

Part IV of the questionnaire was concerned with obtaining the opinions of the senior NCO& about
'* •certain possible changes to the APR. The NCO; expressd overwhelming support for having two separte

SAPR -fonm for evaluation of grades E-1.6 and B7.19 (item 90). However, thoy generally disaged that
Sdiffrent'reti8 factors uI needed to evaluate Vs, 18e, and E9s separately from one another (items 92 andS~93).

Opinions were just about evenly divided with respect to whether or not there should be career field
specific APR forms (item 91). Overall, 50 percent of the NCOs thought that all career fields could be
evaluated using the same rating factors, while 46 percent thought that separate APR forms for each career
field were needed and four percent had no opinion. There was a alight trend by grade in response to this
question as shown in Table 13. As grade increases, the percentage of NCOs who believed that there should
be career field specific APRa decreases. This is reasonable because as an NCO moves up in grade, duties
usually become more management oriented and leos career field specific,

7ble 13. Opinion Toward Career Field Specific
APR vs. Grade

Garer PIlw $Pe41e11 I7 as so TetaI
APR, % % %

No 42 52 64 50
Yes 53 44 34 46
No Opinion 5 3 2 4

Item 94 asked the NC0B if they felt that one set of rating f•ctors wu needed to evaluate present job
performance and a separate set of factors to evaluate promotion potential of V7s and Use. Sixty.five
"percent greed that a separate set of factors was needed while 24 percent disagreed and 10 percent had no
opinion.

Items 95 through 97 concerned the pomibility of having a control system on the APRsimfiar to the
recently implemented OER control system. First, the NCOB were asked how familiar they were with the
OER control system (item 95). Overall, 61 percent were familiar with at least some aspects of the system
and 27 percent were familiar wtth most or all aspects of the system. It can be seen from Table 14 that there
was a slight increase in understanding of the system with an increase in grade.

Next, the NCO? were asked if they agreed that the overall evaluation portion of the E77139 APR
should be controlled in a manner similar to that of the OER (item 96), Overall, 20 percent neither asleed
nor disageted, Of those who had an opinion, 46 percent were in favor of and 54 percent against having a
control system. Thow who agreed that a control system would be desirable tended to moderately agree (24
percent) rather than strongly agree (13 percent) while those who disagreed tended to strongly disagree (29
percent) rather than moderately disa8ree (14 percent).
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Thbl 14, Familiarity with ORR Control
System vs. Grade

17 to go Total
Faimllr Wt% %

Al Aspects 3 S 9 5
Most Aspects 17 24 29 22
Some Asapets 33 36 34 34
Few Aspects 27 25 20 25
No Aspects 20 11 8 14

Table 15 is a crom-tabulation between familiarity with the ORR control system and deai for an APR
control system Generally for those familiar with at lest some aspects of the ORR control system, about
half won In favor of aMd half against a control system for the APR. For those unfamiliar with the OUR
control system, a majority of thoeu who had an opinion ware apinst having a control system on the APR.
Table 15 also shows dut the more fatmliar NCOs wore with the OUR control system, the more likely they
wore to have an opinion about a posible APR control system. Fifty.four percent of those leat familiar
with the ORR control were undecided about an APR control while that wal true of only 3 percent of thore
most familiar with the OUR control system. Therefore, while increased familiarity meant the NCOs were
men Ulkly to have an opinion, the opinions ar about equally divided between being favorable and
unfavorable toward an APR control system.

Wke I1. Opinion Toward Control For APR vs. Famliarity
with ORR Control

FmlP, llty with own central
All Most Nome Pew No

e fe Conol AGpego Atilt, ASpeata AMioel Aplua

Strongly Yes 35 21 12 8 S
Moderately Yes 16 26 31 22 10
Undecided 3 4 13 27 54
Moderately No 6 12 1s 17 9
Strongly No 41 37 29 25 22

Finally, the NCOs were asked if they thought a control system would either help or hurt their future
career in the Air Force (item 97). There was a definite trend by pade in response to this question as men in
Table 16. S1nce the APR Is viewed as primarily a promotion instrument, 80 percent of the E9s felt It would
have no effect on their future career. This decreases to 43 percent of the Eo and 35 percent of the Vs.
Overall, 48 percent of the NCOS felt that controlling the overall evaluation section of the APR would have
no effect on their future career. Of those who felt It would have an effect, slightly more at each pride level
fit it would help rather than hurt their career.

7bbk 16. Feeling that Control Would Help or
Hurt Career v Grade

HOW WeouldI'Ogtr *to 6 as as Total
Aff4 t Your CAMet % % %

Greatly Help 14 12 11
Moderately Help 25 22 6 20
No Uffect 35 43 80 48
Moderately Hurt 16 14 5 13
Greatly Hurt 10 9 4 8
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NCO Comments
in addition to the structured itenm in the questionnaire, the last pap was left blank, and the NCOs

wets instructed to use it to make comments about the survey topic. Approximately 3,000 of the
questionaiesan were returned with comments included. About hslf of the comments received were

The most frequently occurring comment concerned a Weighted Airmen Promotion System
(WAPS~type promotion system to the grades of ES and 29. Of the 254 NCOs who mentioned a WAPS-type
promotion system, 96 percent were in favor of more standardisd and visible promotion procedures while
four percent were sgainst any WAPS-type system for senior NCOs.

Another frequently occurring comment concerned rating officials for senior NCOs, The comment was
made by 174 NCOs thitt lielthar junior officers nor NCOs of the same grade should be evaluating senior
NCOs. Their reasoning was that Junior officers do not have the experience to property evaluate senior
NCOs. Also, one NCO should not have to evaluate another NCO with whom he or she Is competing for
promotion.

A comment made by 158 NCOs was that less emphasis should be placed on evaluating V9a. A
doing their job properly. Most felt that since APRs are used primarily as promotion Instruments, It Is a

o" ~~waste of tmtowrite them routinely for U~s.
ta A number of comments were received against a forced distribution. Seventy-one NCOs commented
thtaforced distribution would be too political and that those with the most visibility would get the best
gati A number of NCO& (48) wern against forcing a quota on ratings because they felt that some units

halol outstanding NCOs while other units have a very small percentage of outstanding NCO@. A few
comments were received to the effect that a forced distribution would cause cutthroat competition in the

plsof cooperation and unit cohesiveness.
The finat area that received a substantial number of comments was the narrativ sectio~n or word

picture of the APR. Of the 95 comments that were received, 71 percent felt that the word picture should
be eliminated while 10 percent felt the amount of space devoted to it should be increased. Another 18
percent felt that the word picture shotild be made more objective.

VIL NUMMARY AND CONCLWBIONB

A questionnaire was mailed to 10,000 Air Force NCOs in the grades of E7, E8, and E9. The purpose
of' the questionnaire was to sample the opinions, expertise, and attitudes of the senior NCC)S toward various
aspects of performance evaluation systems. The extremely high return rate of 82 percent is an indication of

t the interest in the Reied toward this topic.
There was general agreement among all senior NCO& with respect to which rating factors are needed

to evaluate their job performance. However, the factors "executive ability" and "written, communication"
i r did increas in Importarce with an increase In poad. Therefore, those factors could be considered

dlffetentlally as an indication of promotion potential for Els and, Ego. That would also support the NCOs'
desire for sepiuate rating factors for evaluation of job performance and promotion potential, A substantial
majority of NCOs indicated that they preferred the rating factors they indicated us being important on the
survey to those currently found on the E7.29 APR.

At first glance, the overall level of satisfaction with the current APR seemed fairly high among the
NCOs. About half were definitely satisfied with the current APR while about one-third were fairly neutral
and the rest were relatively dissatisfied. However, considering the fact that the population being surveyed
was those who have been most successful with the system, the level of satisfaction was perhaps lower than
might have been anticipated.

A alight mr~ovity of NCOs felt their careers and the careen of at least some other NCOs hae" been
hurt to some degre by the current APR system. However, they were less likely to fNel that their carees
will be hurt in tde future if the current rystesT is w.ntinued. Almost half of the NCO& did not feel that valid
promotion ot assignment dkisisons can be made based upon the current APR..
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With respect to possible changes to the APR system, the NCOs weie in favor of maintaining separate
APR forms for 14.-6s and E7-M9U. However, they were about evenly divided on questions asking about the
desirability of coarer field specific APRa and having an OeR-type control system on the overall evaluation
portion of tie APR.

Severd suggestions were made by the NCOs on the commonts pap of the questionnaire. Many NCQb
expressed a desire for more .tandardlzed and visible promotion prooedures. This reaction against the
current promotion procedures could be an outgrowth of the feeling that promotion boards ae not able to
make valid decisions brad upon information contained in the current APR. If the APR wore improved to
the point that the NCOs felt that valid information wu roeching the promotion boards, then perhaps they
would be more willing to accept the dooleons of the boards as they are presently operated.

Another area of concern for the senior NCOs was with their rating officials, Many stated that junior
offioeus do not have the experience necessaty to evaluate senior NCOs. Many aldo thought that an
unhealthy conflict of Interest arises when a senior NCO Is evaluated by another senior NCO of the same
grade with whom he or she is competing for promotion.

Finally, many shnior NCOs believed that too much emphasis I placed on evaluation of Eigo, They
perceive the APR as primarily a promotion tool and think that too much time should not be spent
evaluating sormeone who cannot be promoted anyway. SuUgstlons were made to the effect that evaluation
of E9s could be deemphulsed and a simplified evaluation form such as that used for civil service
employees could be used in place of the current APR.
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PART I

1. What is your grade?

25*

A. )gt 3,836 47Be 8SMSt 2,450 30

C. OtB8t 1,791 22

2. What i. the prefix of your duty AhSC? (If your AJUC is W51171, theprefix Lis W and you would mark I'"on your answer *shet.)

N N X N J-

A. A 407 5 Fe L 3 0 K. T 372 5
B. D 9 0 o P 13 0 Le U 446 1
C. 1 29 0 R. 2 0 me W 113 1
D, G 22 0 ls R 150 2 No Other 30 0
as H 10 0 is 6 39 0 0. 1 have no 6,475 84

prefix

* Answer questions 3-7 regarding your duty AFSC using the following *
* responsest8 *
* *

SA. 0 . 4 a.8 *
'* 1 7. 5 7. 9 *
* C. 2 O.6 *
* D, 3 H. 7 *

3, What is the first digit of your duty AFSC? (If your APSC is 91471, the

first digit is 9 and you would mark "J" on your answer shoet.)

_L. iN _N X_ j_

A. 11 Q 1, 1,538 19 I, 273 3
3. 549 7 F. 700 9 i. 617 8
Co 997 12 G. 976 12
Do 1,232 15 H, 1,136 14

4. What is the second digit of your duty AFSC? (If your APSC is 91471, the
second digit is 1 and you would mark "B" on your answer sheet,)

JA ~N

A. 1,681 21 S, 828 10 I. 144 2
Be 940 12 F. 380 3 3, 582 7
C. 873 11 G, 365 5
D, 1,624 20 H, 653 8

**j denotes the number of NCOs who chose each response.
denotes the percent of HCOv who chose each response.



V.

5. What is the third dibit of your duty AFSCi (If your APSC in 91471, the
third digit is 4 and you would mark "E" on your answer sheet.)

14 %

As 365 5 t. 715 9 1, 237 3
B. 2,646 33 7. 661 8 J. 31 0
-C. 1,895 23 G. 430 5
D. 843 10. H. 245 3

6, What is the fourth digit of your duty AFSC? (If your APSC is 914710 thefifth digit is 7 and you would mark "H1 on your answer sheet.)

6.Wa stefut ii fyu dut AS. (If.your _PS is917,-h
N N Ž..

A. 7 0 i. 4 0 1. 24 0
B. 7 0 . 50 1 J. 4,916 61
"C. 104 1 G. 19 0
b. 55 1 H. 2,871 36

7. What is. the fifth digit of your duty AFSC? (If your APSC is 91471, the

fifth digit is I and you would mark "B" on your answer sheet.)

-- 3 . _L __LN
A. 4,442 55 E. 488 6 I. 59 1
B. 2,00/ 25 F. 81 1 J. 37 0
C. 495 6 G. 96 1
D. 321 4 H. 9 0

8. What is the suffix of your duty AFSC? (If your APSC is 91471B, the

suffix is B and you would mark "B" on your answer uhoot.)

A. A 148 2' G. G 33 0 m. P 8 0
B. B 60 1 H. H 1 0 N.Q 3 0
C. C 220 3 1.4 8 0 0. 8 19 0
D.D 20 0 J.K 7 0 P., 9 0
e. R 119 1 K. L 12 0 Q. Other 35 0
1. F 29 0 L. N 1 0 R. I have no 7,268 91

suffix

.. .--.19.



9. What was your age on your last birthday?

A. Laos than 25 years 16 0
B. 26 but less than 30 31 0
C. 31 but lose than 35 808 10
D, 36 but lose than 40 3,040 38
2. 41 but loss than 45 3,076 39
P. 46 but less than 50 854 10
G. over 50 years 128 2

10. What it your sex?

N
It 1 A. Hale 7,993 99

B. Female 73 1

11. Which of the following do you consider yourself?

A. Black 701 9
B. Spanish. or Maxicap American 189 2
C. American Indian 39 0
D. Asian American 35 0
.E. White/Caucasian 6,925 86
F. Other 174 2

12. What is your Total Active Service time?

NL L
A. Less than 10 years 17 0
B. 10 but lesi than 12 25 0
C. 12 but less than 14 93 1
D. 14 but less than 16 471 6
E. 16 but less than 18 634 8
F. 18 but less than 20 1,328 16
o. 20 but less than 22 1,909 24
H1 22 but less than 24 1,357 17
I. 24 but less than 26 1,544 20
J. 26 but less than 28 497 6
K. 28 or more years 199 2 Y

J
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13. To what major coumand/organisation are you c.urrently assigned?

A. Aerospace Defen'se Command 385 5
Be Air Force Logistics Command 119 1
C. Air Force Systems Command 362 5
D. Air Forces in Europe 657 8
Ea•.g Air Training Command 771 10

Fe Air University 53 1

L. Joint r Command. egCNEJ,5CICPCCNSOCNCORD

Go. Alitkan Air Comand 130 2
e. DOD Alencies (DNA, DA, DCy2 61 1

eDMAg., UDSA, JCS, OSD)1i' i . Headquarters Air Force 2/ 0
:•" • Reserve

is •J Headquarters Command$ USAF 220 3
-• !:Ko Headquarters USAF 85 1
.;.•Lo Joint Commnds (,8 CINCEUR, 39 1

"CINCPAC, CINSCO, CINCNORAD)
-M MStltary Airlft Command 1,115 14

SN, Pacific Air Forces 474 5
Co. Special Operating Agency 211 3

p: ~(*.go, USAFA, AFMPC, ARPC, .
AFISC, AFTEC, AFDAA)

SP. Strategic Air Command 1,505 20

Q. Tactical Air Command 916 11
R. USAF Security Service 213 3
S. Other 600 7

14. What is your highest level of education now?

N __x

A. No high school 4 0
B. Some high school or GED credits 30 0
C. GED certificate or diploma 972 12
D. High school graduate 3,071 38
R. One or two years of college or vocational 2,422 30

school (include Associate degree)
F. More than two years of college 1,006 12
0G Undergtaduate college degree (BA, BS, or 304 4

equivalent)
H. Graduate Study but no graduate degree 154 2
I. Graduate College Degree (MA# MS, or equivalent) 83 1
J. Graduate Study beyond Master's degree or more 14 0

than one Master's degree
K. Doctorate degree (PhD or equivalent) 0 0

21



15. What are your service career plans?

N 2

As Plan to stay for 30 years or more, 1,911 24
then retire.

B, Plan to stay more than 20 but less than 4,859 60
30 years, then retire.

Co Plan to stay 20 years, then retire. 724 9
D. Plan to stay for a while but probably 16 0

not until retirement.
B. Plan to get out of the service as soon as 100 1

possible.
Fe Don't know, have not decided. 465 6

16. How many of the last 10 years have you spent working in your current

career field (not necessarily at your present skill level)?

A. Loss than 1 year 180 2
B. 1 but less than 2 203 3
C. 2 but less than 3 208 3
D. 3 but less than 5 385 5
5. 5 but less than 7 431 5
7. 7 but les than 10 895 11
0. All 10 5,765 71
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I.
On the previous list you indicated the importance of each rating factor.

However, some of the factors which you indicated to be important may be
measuring similar qualities so that all of them may not be needed an an APR
to adequately measure your job performance. Therefore, for the list below,
please indicate only those factors which you feel should be included on an
APR to adequately measure your own job performance. Do this by marking in
the "A" space next to the numbers on your answer sheet corresponding to the
factors which you feel are necessary to adequately evaluate the performance
of your job. You may pick anywhere from one to all twenty-eight factors
listed. Mark in the "B" space for those factors which you feel are not
needed on the APR form.

A w needed on an APR to measure my job 2rfo nce
B a not needed on an APR to measure my o erformance

N

46. Acceptance of responsibility 7,778 96 283 4
47. Adaptability to stress 4,116 51 3,903 49
48. Ability to train others 3,838 48 4,180 52
49. Bearing and behavior 5,896 73 2,138 27.
50. Concern for human relations 5,235 65 2,803 35
51. Creativity 2,450 31 5,570 69
52, Decisiveness 5,685 71 2,340 29
53. Emotional stability 4,500 56 3,533 44
54. Encouragement of good working relations 4,771 59 3,265 41
55. Executive ability 5,099 63 2,933 37
56. Exhibits professional qualities 5,586 69 2,459 31
57. Flexibility 4,326 54 3,718 46
58. Initiative 6,416 80 1,630 20
59. Judgement 6,710 83 1,339 17
60. Knowledge of duties 6,747 84 1,310 16
61. Leadership 6,997 87 1,054 13
62. Learning ability 3,001 37 5,037 63
63. Listening skill 3,335 41 4,705 59
64. Motivation 5,101 63 2,938 37
65. Oral communication 5,711 71 2,333 29
66. Planning ability 5,826 72 2,220 28
67. Promotion of equal opportunity 3,884 48 4,153 52
68. Quality of work 6,662 83 1,395 17
69% Quantity of work 3,196 40 4,839 60
70. Reliability 6,729 84 1,330 16
71. Self-improvement efforts 3,251 41 4,774 59
72. Supervisory capability 7,036 87 1,025 13
73. Utilization of resources 5,630 70 2,415 30
74. Written communication 5,557 69 2,483 31

* 24
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PART III

* Below you will find a number of statements. On your answer sheet, next *

Sto the number of each statement, mark in the space with the letter that
* corresponds most closely to the way you foel about the statement, The *

dl APR form and system referred to as "current" is the present met of *
-documents and procedures for evaluation of Us, Us, and 2a..

75. To what extent are you satisfied with the current APR system?

A, In all ways satisfied 320 4
'B In uost ways satisfied 3,621 45
C. In some ways satisfied 2,725 34
D. In fewvways satisfied 1,003 12
E. In no ways satisfied 403 5

76. 1 would like to have the rating factors that I marked as being important
in the previous portion of this survey replace the rating factors found
on the current E7-E9 APR form (AF Form 911).

A. Strongly agree 3,171 39
B. Moderately agree 3,484 43
C, Neither agree nor disagree 1,154 14
D. Moderately disagree 145 2
E. Strongly disagree 104 1

77. What percentage of E7-E9s do you think are given maximum ratings for all

of the job performance factors on the current APR?

N %

A. 0-20% 151 2
B. 21-40% 151 2
C. 41-60% 280 3
D. 61-80% 1,490 18
E. 81-100%. 5,999 74

78. What percentage of E7-E9s do you think deserve maximum ratings for all
of the job performance factors on the current APR?

N

A. 0-20% 1,386 17
B. 21-40% 1,471 18
C. 41-60% 2,092 26
D, 61-80% 2,365 29
. 81-100% 753 9

25
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79. If some 17-19. are given maximum ratings on job performance factors
whet, they don't deserve them, what is probably the primary reason?

A. Pressure from other raters 986 12
B. Desire to make the person being rated "feel good" 661 8
C. Pressure from the raters. supervisors .3-6, 4
D. To ensure that the people get romoted 4,186 52
3. To justify maximum ratings on "overall evaluation" 761 9
F. Other reasons 1,021 13
G. I think everyone who receives maximum ratings 130 2

deserves them

80. What percentage of 27-29a do you think are given maximum ratings on
the overall evaluation section of the current APR?

- 4-_

A. 0-20% 118 1
B. 21-40% 79 1 4
C. 41-60Z 203 3
D. 61-80X 1,301 16
1. 81-1001 6,362 79

81. What percentage of E7-1.g do you think deserve maximum ratings on the

overall evaluation section of the current APR?

N %

A. 0-20% 1,362 17
B. 21-40% 1,443 18
C. 41-60% 1,915 24
D. 61-80 2,557 32
3. 81-1002 781 10

82. If some E7-E9s are given maximum ratings on the overall evaluation
section when they don't deserve them, what in probably the primary
reason?

NI

A. Pressure from other raters 1,007 12
B. Pressure from the raters' supervisors 364 5
C. Desire to make the person being rated "feel good" 670 8
D. To ensure that the people get promoted 4,623 57
. Other reasons 1,254 16

F. I think everyone who receives a maximum rating 149 2
deserves it.
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83, 1 think the E8 and 39 promotion boards can make valid promotion decisions
based upon information contained in the current 97-19 APR,

N

A, Strongly agree 553 7
B, Moderately agree 2,919 36
C. Neither agree nor disagree 738 9
Do Moderately disagree 2,108 26
E. Strongly disagree 1,758 22

84. 1 think valid assignment and selection decisions can be made based
upon information contained In the current E7-E9 APR.

N

As Strongly agree 568 7
Be Moderately agree 3,233 40
C, Neither agree nor disagree 899 11
%Do Moderately disagree 2,022 25 j
to Strongly disagree 1,350 17

85. Do you think your career has been hurt at some time in the past because
of the present APR system?

N

A. Yes, it has been severely hurt 1,069 13
Be Yes, It has been moderate~y hurt 1,708 21
C. Yes, it has been slightly hurt 1,575 20
D. No, it has not been hurt 2,936 36
E. I don't know 782 10

8.Do you think your career will be hurt In the future if the present APR
system is continued?

N %

A* Yes, it will, probably be moverely hurt 588 7
B.o Yes, it will probably be moderately hurt 1,071 13
Co Yes, it will probably be slightly hurt 945 12
Do No, it will probably not be hurt 4,337 54,-
g. I don't know 1,129 14

:A
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87. How many APRs presently in yo,. omotion folder do you think have been

in the past or will be in the future harmful to your chances for promotion?

N % N %

A. 0 4,561 56 D. 3-4 288 4
B. 1 1,760 22 E. 5 or more 90 1
C. 2 874 11 F. I don't know 495 6

88. Do you think there are other senior NCOs or former senior NCOs whose
careers have been hurt to some degree because of the current APR system?

N %

A. Yes, all senior NCOs have been hurt 87 1
B. Yes, mst senior NCOs have been hurt 395 5
C. Yes, some senior NCOs have been hurt 4,629 57
D. Yes, a few senior NCOs have been hurt 2,574 32
E. No, no senior NCOs have been hurt 376 5

89. Of the E7s and E8s you know who were promoted during the last two
years, what percentage deserved to be promoted ahead of the E7s and
E8s you know who were not promoted?

N %

A. 0-20% 2,375 30
B. 21-40% 1,255 16
C. 41-60% 1,413 18
D. 61-80% 1,625 20
E. 80-100% 1,372 17

PART IV

* Below are a number of statements about possible changes in the E7-E9 *

* APR. Again mark -in the response which corresponds most closely with the *

* way you feel about each statement. *

90. If given a choice between either having one APR form for evaluation of
all NCOs (E4-E9) or having two separate forms, one for E4-E6s and one
for E7-E9s (as is currently the case), I would choose to have:

N %

A. One APR form for evaluation of all NCOs 469 6
B. Separate forms for E4-E6s and E7-E9s 7,191 89
C. No opinion/It doesn't matter 405 5
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91. If given a choice between either evaluating all E7-E9 career fields using
the same rating factors or having career field specific APR forms so that
every E7-E9 is rated only on factors that apply to his or her specific
career field, I would choose to:

N %

A. Evaluate all career fields using the same rating factors 4,043 50
B. Have separate APR forms for each career field 3,712 46
C. No opinion/It doesn't matter 308 4

92. In my career field, the characteristics which make a good E7 are
different from the characteristics which make a good E8. Therefore,
different rating factors are needed to evaluate E7s and E8s.

N %

A. Strongly agree 839 10
B. Moderately agree 1,337 17
C. Neither agree nor disagree 813 10
D. Moderately disagree 1,577 20
E. Strongly disagree 3,508 43

93. In my career field, the characteristics which make a good E8 are
different from the characteristics which make a good E9. Therefore,
different rating factors are needed to evaluate E8s and E9s.

N _

A. Strongly agree 452 6
B. Moderately agree 812 10
C. Neither agree nor disagree 928 11
D. Moderately disagree 1,693 21
E. Strongly disagree 4,189 52

94. I think the APR on which E7s and E8s are evaluated should consist of
one set of factors for evaluating present job performance and a different
set of factors for evaluating potential for promotion to the next higlfer
grade.

N _

A. Strongly agree 2,846 35
B. Moderately agree 2,446 30
C. Neither agree nor disagree 806 10
D. Moderately disagree 723 9
E. Strongly disagree 1,245 15
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* Under the new officer evaluation system, there is a limit to the number *

* of officers who can receive ratings in the top two blocks of the overall *
* evaluation portion of the OER form. That is, only 22% of the officers *
* can be given a rating in the top block, and a combined total of only 50% *
* of the officers can be given ratings in the top two blocks. *

95. How familiar are you with the new OER control system?

N %

A. Familiar with all aspects of the system 389 5
B. Familiar with most aspects of the system 1,773 22
C. Familiar with some aspects of the system 2,738 34
D. Familiar with few aspects of the system 1,999 25
E. Familiar with no aspects of the system 1,170 14

96. I would like to have the overall evaluation portion of the E7-E9 APR

controlled in a manner similar to that of the OER.

N %

A. Strongly agree 1,066 13
B. Moderately agree 1,926 24
C. Neither agree nor disagree 1,605 20
D. Moderately disagree 1,101 14
E. Strongly disagree 2,361 29

97. To what extent, if any, do you think that forcing distribution of ratings
on the overall evaluation portion of the APR would either help or hurt
your future career in the Air Force?

N %

A. It would greatly help my career 883 11
B. It would moderately help my career 1,616 20
C. It would have no effect on my career 3,819 48
D. It would moderately hurt my career 1,038 13
E. It would greatly hurt my career 680 8
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